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DEPARTMENT OF STATE 

OFFICE OF EUROPEAN AFFAIRS 
Jon, ig, I9U9 

memorandum 


In connection with the attachment to Mr. Arm- 
strong 1 * memorandum, I still feel strongly that t- 
Depertment was in error inp^raitting the distrib 
of cables, despatches, et^from the Foreign Servi. 
the CIA, In the early day* while I was assigned^ 
the Intelligence area and while Dr, Larger vasPt 5 - 
Special Assistant, I opposed such distribution- oj: 
grounds that it was not the intent of the Jbsfecati". 
Order establishing CIA, I had contended that onl„ 
finished Intelligence papers should be distribute^ 
from the Department for the purpose of coord inati- 
such documents with similar ones frc® War and 
I was considered an obstructionist in my oppositir. 
"by those In the B area, mostly former Military In 
telligence Officers, The OEB group was nerer *at< 
fled and although in the beginning they received c 
. *uch documents containing what we might call posit 
Intelligence information, the distribution expands 
until now they receive through one channel or eho*- 
practically everything, whether it he operations, * 
policy formulation, or Intelligence. No wonder 
current Intelligence is getting into the Policy fi 
It has also backfired on our own Research show, 
there are now two organizations using the same rs“ 
material in order to produce an Intelligence repor - 

Whether it is now too late to reverse decisions 
made in t he past end gradually cut down on dittri-v 
tuition to CIA,^ a moot question. 
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SPECIAL ASSlS’ANT TO THE SECSETARV or S'A'E 
WASHINGTON 


katORAKDUk / 

To: EUH - ilr. Hlck^r-son 

Subject: CIA Special Ettluation No. 37 - "Present 

Soviet Objectives in the Berlin Dispute" 


I have your memorandum of December £5, together with the memo- " 
randum from 0, kr. wilds, of December 20, in which you both comment l 
on the subject report. 

I would aavise that the whole problem of concurrence in CIA 
intelligence estimates has been and still is under review. As the 
arrangement now operates, it is unsatisfactory for the Intelligence 
area of the Department and is undoubtedly a major cause of the 
difficulties which you have experienced in connection with CIA re- 
ports. The particular report to which you referred falls into the 
category of current intelligence (as opposed to coordinated intelli- 
gence) and is not^ submitted to the Department p rior to_ issuance. 

This we are trying to correct 7" Our Intelligence "analysts took serious 
exception to this report, even as did you. V»'e are notifying CIA of 
our disagreement with the report, including your comments . 

The related problem of concurrence in CIa reports which are sub- 
mitted to the Department prior to issuance is also under review, and 
we hope to be able to improve the system so that any intelligence 
estimate which is given top governmental circulation will reflect the 
views of the Department where appropriate. 

I need hardly say that we agree entirely that no intelligence 
estimate, whether it be CIA or State, should normally imply an evalu- 
ation of current policy, but if it does, it should have the positive 
concurrence of the appropriate office in the Department. It is further- 
more our firm intention that, whether in the production :of our own in- 

■*' telligence reports or in connection with concurrences in CIa coordinated 

intelligence reports, the resources of the geographic offices should be 
p thoroughly utilized. 

v For yo 
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For your information wo are attaching a draft of a working 
paper prepared in our Division* which goes into the intricacies 
of the concurrence problem* 


/Of 

W. Park Armstrong, Jr. 




CC : 0 - Ar. Wilds 

S/S - iir. Humelaino 


!? j^Howe : rr.vn 
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THE HnJJBIjai OK CONOUK»fi£Ui£> IK CIA PAK&ab 


There has been increasing evidence of Departmental concern^ ;?ith respect 
to principles and practices under which CIA reports and estimates are pre- 
pared and issued, especially those which bear a statement of concurrence or 

K? - 

dissent by R. This memorandum, therefore, will undertake to discuss present 
procedures and to indicate sotr.e of the problems associated with the theory 

practice of producing so-called ’’National," or ^oint inter-agency, intelli- 
gence - 

lo Sasic Directives _ 

The Directives of the National Security Council impose upon CIA 
the responsibility to produce "national Intel licence" (N3CID 1), which is 
defined as integrated departmental intelligence that covers the broad aspects 
of national policy, is of concern to more than one department, and transcends 
the exclusive competence of any one departmmt (I.'SCIu 3 ) • Under the same 
dire c tin, the State Department, through its organization for Research and 
Intelligence, is primarily responsible for the production of intelligence in 
the political, sociological and cultural fields, and in certain aspects of 
the economic field* National Intelligence (with certain exceptions below noted) 
must’ carry a notation of participation by the intelligence agencies of State, 
Army, Navy and Air, either in the form of a "concurrence," or a statement of 
"dissent," with reasons therefor (DCI 3/2)* 

II. Production procedures ... ...... . 

The inter-dey^rtmenfcai agreements *vhich re^pilate the production of 

National Intelligence, arrived at after long and arduous discussions, are 

designed to insure maximum participation by the departments and consequently t .'^Z 
, • * ■ ,-*-U • • • s'kE''- 
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& n i r.i mug duplication of effort on the part of CIA. Thus, technically ; 

i j.) CIA shoulu undertake national intelligence projects on-y when 
they concern the intelligence responsibilities of more than 
one department. 

(2) CIh should refer to the appropriate department any soil-conceived 
or requested intelligence project "which lies wholly within that 
department's functional field of responsibility. 

(3) CIA should utilise or request finished departmental intelligence 
reports in preparing national intelligence, which thus should be 
a fusion of contributions from the specialized agencies. 

(4.) CIA should initiate a project only after joint consultation and 
planning ( including agreement as to priorities) 

( 5) CIA should submit finished drafts for the concurrence or dissent 
of euch of the four departmental intelligence cr.t 




III. Concurrence Procedures 

The procedures required to put into effect point (5) above are cf 
primary interest to the Department, and merit treatment in further details 

(1) Agencies may act upon CIa drafts in only three ways: (a) con- 

currence, (b) dissent, or (c) specification that the subject lies 
wholly outside the agency's field of responsibility. Dissent 
implies the right of the agency to include in the final paper a 
foimOatlon of its objections. 

(2) Every effort is made to achieve agreement, so aq to avoid split 
papers. CIh welcomes incidental comment awn when the agency con- 
curs. If an agency dissents, CXA always meets with its representa- 
tives to discuss differences and to resolve, or at least minimize 
them by negotiating adjustment of the draft text. 

(3) Dissent/ 
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(3) Dissent is persisted in crm.y if the point at issue is ccnsidsred 

substantial by the agency, or to be misleading to a degree that 
is dangerous. To prevent infinite haggling over details, the word 
"substantial" is highly emphasized; form of presentation, wording, 
and non-essential inaccuracies are not the responsibility of con- 
curring agencies nor a basis for dissent. 

(4) & endeavors to re^recunt a departmental position in broad terms by 
consulting policy officers whenever an analyst detects in a CIA 
draft points which he knows to be, or thinks conceivably might be, 
of major concern to them. 

IY. Problems with CIA 

n 

Manifestly, the organization required to bring to bear upon Rational 

Intelligence the best experience of all relevant experts must be elaborate. In 

theory, the principles and ^roce.urcs indicated above should suffice. 7n practice 

however, a number of proolecs remain only parti^l^-y solved and so.ee ^r.o.’.lsdge cf : v 

may enable the Department to contribute towards a solution, or at least to understa* 

the difficulties of the present situation. 

(l) In interpretation of the National Security Act and NSC Directives, the 

Director of CIA produces so-called "current intelligence ** reports 

which, for the stated reasons of urgency and ti saline ss, are prepared 

and distributed without prior departmental clearance. Such reports 

include the Daily and Y.eekly CIA Summaries, the monthly "Be view of 

the World Situation" (requested by NSC), and occasional "Special 

Evaluations" and "Intelligence Memoranda." Although R is willing 

to cut red tape as far as possible to permit speedy production, 

it is likely that a satisfactorily quick concurrence process 

. . for/ 

♦"Current intelligence" is defined as "that spot information or intelligence of all 
types and forms of ImaedlAe interest and value to operating pr policy staffs, 
is used by them, usually without the delays incident to complete evaluation or in- 
terpretation" (NSC ID 3) • 
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' :r materiel cf this type v.ilL be difficult. ;. possible. but 
* i-i i rtr iy unsatisfactory solution will be to try to arrange for 
post-facto circui-tien of dissenting statements to the same 
list of recipients if any paper arouses serious disagreement. 

( 2 ) Tae Director of CIA, acting for the NSC, controls the distributicr- 

of CXA reports* Distribution Yurie a, but most reports, coordinated 
or otherwise, reach very high executive levels as well as rear 7 
areas of government. Clearly an adj&stnent of dissemination ofte::- 
resolves problems associated with "sensitive" material, but to 
arrange for Joint controls nith an inco ; -end ant agency Is, of ccui** - 
a delicate nutter. it pruia.ttt it, 2 ennr- ..that cr_y 1% or — 1 _ - 

participation in the t — aiming and -production of papers offer.* 
sufficient assurances cf correlating CIA papers tifch dean z~: 
positions. 

( 3 ) Instead of preparing national iat diligence froa finished intelli- 
gence papers contributed by departmental agencies, CIA/OHE usually 
develop* its reports iron departmental raw materials— cables T des- 
patches and the like — and has built up a large staff for this 
purpose. Originally developed to meet ClA’s responsibility for 
surveying and evaluating departmental intelligence production, 
later increased to handle marginal projects which departarnta.t 
staffs were unable to undertake, this growing staff has inevitably 
itself advanced into the field of original production. It tsi3t be 
frankly stated that the consequent overlap and duplication are far 
Enre extensive in the fields of responsibility of the Department 
cf State than in those of the military. The central problem 
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revolves E.rrund this OiC staff, T.hicl produces origins! papers 
from much the same raw materials that R uses* Essential aspects 
oX this problem are: 

a. Finished drafts often arrive in R with urgent deadlines 
for action, which may interfere with going commitments 
for work undertaken b y R for the Department. Until seme 
arrangement is made for agreement upon joint priorities in 
the initiation of such drafts, this problem of scheduling 
work in concurrences within the Departments will continue 
to bo bothersome. 

,1* DrcXic code to a from CIA in fi: dusked ..'ini ini. often pz't— 
viou,Oy unseen by Departmental analysts. In consequence, 
do is difficult and time-consu.~J.rr~ to •'.fjVct chcr.gcs in 
the general quality, basic assignations, or "slant" of the 
papers - in other words, to re-e-Tite rather than to correct 
occasional factual details- The only successful solution 
will be for CIA to combine its papers out of draft contribu- 
tions from the departments, v.lth appropriate consultations 
betv-een departments at the outset, to insure agreement upon 
basic assumptions and approach. 

c. No adequate provision exists for consultation as to the need 
and desirability in terms of technical or policy considerations 
for a paper to be issued at all. The device of insisting upon 
a devastating dissent is difficult to use under conditions of 
inter-agency comity. 

V. Problems 







Y. Problems within the Department 

Establishing of & departmental position in ooncuriences or dissents 


raises some interesting cues ti on* : 

(*) R faces the choice between overly burdening policy officers with 
each paper or risking ignorance of pertinent fact and policy. It 
is now a firm principle that R will consult policy officers when- 
ever there 1* any suspicion that they will be concerned, and E's 
record in adjusting its own papers to the requirements of the 
Department promises that this provision will suffice to coordinate 


Departmental views successfully. 

( 1) Tr.tt concept of v.hat may be "dangcrcucly" misleading cannot, of 
course, be removed wholly from the realm of subjective judgment. 
R*s analysts themselves often worry cv~:r the appearance of blanket 


i:.p roVi;_ conveyed by a ccncurr^..; ; , :r. crly seek the cooper .vticr. 

of the Department in endeavoring to distinguish between the essential 
and the unessential in criticizing CIA- papers. 

(3) Intelligence resea. cfa, to be useful, must focus upon policy problems. 
The danger is that it may intrude upon the formulation of policy. 

R rakes every effort to correct, any seeming tendency in its own or 
CIA's papers to verge upon argument which recommends action. Clearly 
an exposition of facts, if thus controlled, of good quality, and 
limited in distribution as required by degrees of "sensitiveness," 
can crily be helpful to policy officers. Misunderstandings may arise, 
however, as, for example, when a minor position must be sacrificed 
because of broader considerations; presentation of the facts on this 
minor situation may look incompatible with the broad policy actually 
adopted. Clearly, too, many policies involve some letting of chips 
fall where they may; it is nonetheless desirable, to have sound 


ait lFT 


intelligence / 





1QSSIFIED 

m 

intelligence on those chips. An onde rst anding of the imper serial, 
non-argymentative function of intelligence cay help to overcome 
this coaf.lict-tion. On the other hand, cooperation cT policy 
officers in mixing clear to ft analysts their policy problems 
will allow ti the better to insure that the analysis of a segment of 
any topic makes reference to the broader setting. 


Of the value of national intelligence which combines military and civilian 
points of view there shoula be no question. The organisation for producing this 

intelligence is new arA crib ft :: :o the usual greying pains. It in hoped that 
this memorandum will give policy officers of the Department insight into the 
precise* in this fi le vi..*. . -tham. The officers of It Liri cic . -ill be 

glad to ciscuss details ait r. any cambers of the Department whe have further 
questions. 
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